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Purpose of the Study
Noting that the typical administrator spends the
majority of his time in the communicative process and
that American management spends hundreds of millions of
dollars each year to improve communications, Professor
Leo C. Megginson, in Personnel; A Behavioral Approach to
Administration, says that the results are not satisfactory:
"Effective communication is still an unattained goal in
many agencies and companies. Apparently, everyone is
communicating more, but the level of understanding is
about as low as it has ever been,"^ Chester I. Barnard
in Functions of the Executive wrote that "the first
executive function is to develop and maintain a system of
communication."^ If this is true, then a great many of
our executives, especially at the Atlanta International
Airport, have yet to perform their executive function
satisfactory. For the system of communication which
^Leo C. Megginson, Personnel; A Behavioral Approach
to Administration (Homewood, Illinois; Richard D, Irvin. Inc.,
1967), p. 515.
^Chester I. Barnard, The Functions of the Executive
(Cambridge, Mass.: Harvard University Press, 1942), pp. 65-66.
1
2
binds the agency and its employees together is burdened by
problems that are costly to both the effectiveness and the
efficiency of the Department of Aviation (DOA).
Therefore, the purpose of this study is to identify
and analyze what effects an inadequate communication system
has on the daily routine operations within the Department
of Aviation and the Atlanta International Airport.
The Problem and Its Setting
The essential problem is to identify and analyze
what effects an inadequate communication system has on
the effectiveness and efficency of the Department of
Aviation (DOA).
As an intern in DOA, from October 11, 1976 to
April 8, 1977, it was observed that the communication
system was a pronounced problem within the department.
Furthermore, it was observed that the communication
system failed to provide both informative and instruc¬
tional information to employees. Thus, the department's
productivity and efficiency were affected negatively
because , in many instances, employees did not know
what tasks to perform and/or how to perform their
assigned tasks. In addition, it was observed that there
was a lack of exchange of information between superiors
and subordinates. This situation violates the prin¬
ciples of "coordination" and "line of authority". There¬
fore, it was also observed that top management had a
problem in coordinating and controlling both the work
and job-related activities of its subordinates within
the DOA.
3
Delimitations of the Study
This study does not attempt to develop a communi¬
cation model to be used in lieu of the present communica
tion system within DOA, nor does this study address the
issue of communication in other departments at Atlanta
International Airport. However, this study attempts to
identify and analyze these problems which have emanated
from the existing communication system within DOA. In
addition, this study attempts to make some sound recom¬
mendations with the hope to alleviate and eradicate the
existing problems of communication within the department
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Definition of Terms
In an attempt to ensure a better conceptualization
and understanding of the problem and its setting within
the content of this paper, the writer feels a need to
give special attention to certain terms. The terms are
"office politics", "communication", and "delegation of
authority".
The term office politics is used in referring to
a struggle between and among employees who are trying
to achieve power and/or influence over others. The term
communication is used in referring to the use of words,
letters, symbols or similiar means to provide information
to facilitate the exchange of information between and
among employees within a work setting, with the hope of
accomplishing specific goals and objectives. Finally,
the term delegation of authority is used in referring to
the process by which authority is distributed downward in
an organization to facilitate the carrying out of duties




Both primary and secondary data were utilized
in this study. The primary data has been ascertained
from the participant observer method. Here again, as
an intern within the Bureau of Administration and
Planning of the Department of Aviation, the writer was
able to actually observe the problem daily. However,
because of the sensitivity of my study topic, this
study could not make use of formal interviews and
questionnaires but relies mostly on the observant-
participant approach coupled with informal discussions
with top administrators and workers during lunch hours
and other on-the-job conversations. In addition, the
writer has drawn upon data obtained from informal
conversations with Mr. George Berry, the Director of
the Bureau of Administration and Planning; Mr. Melvin
McCray, an Administrative Assistant in the Bureau of
Airport Planning and Mr. Simson, the Director of the
Bureau of Operations.
The secondary data was obtained from the review
of literature on the topic of communication and other
documents and materials relevant to DOA.
6
Importance of the Study
The importance of an adequate communication in an
organization such as that at the Atlanta International
Airport cannot be over emphasized. The top management,
the line supervisors and the workers do not realize yet
that adequate communication is necessary to make their
dream that "Atlanta is projected to be the busiest airport
in the world by 1980" become a reality. From the findings
and recommendations of this study, the writer hopes to
make DOA aware of the problem in the hope that the depart¬
ment will take the necessary action to solve its problem.
7
Agency Background Information
Atlanta, more perhaps than any other city in the
south, owes its present position to its superb transpor¬
tation facilities. Originally, Atlanta was a rail center
only, but the same conditions that made it a rail spot
also influenced the location of highways in the twentieth
century, and by the time aviation attained commercial
importance, air routes tended to follow the same paths
O
as the older methods of transportation.
The Atlanta Airport became the ninth busiest air¬
port in the nation in 1955, under Mayor William B.
Hartisfield. Today, the Atlanta Airport is operated by
the City of Atlanta under Mayor Maynard Jackson. Because
of the increasing rate of growth it has been created into
a Department of Aviation. It has a Commissioner as its
head Administrator, three Bureau Directors and five
Administrative Assistants at different levels. The pur¬
pose of this Airport is to provide air transportation
services to the people and consequently generate revenue
3
J. E. Chapmen,, Factors in Industrial Location in
Metro-Atlanta, 1946-1955, page 67-98.
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for the City of Atlanta through lease of land and
buildings to the airlines.^ In carrying out this goal,
there are three Bureaus within the Department of
Aviation: (a) the Bureau of Administration and Planning
which is charged with the duty and responsibility of
leasing and contracting available land and buildings to
airlines; it is also responsible for the day to day
administration of this agency, (b) Bureau of Maintenance
and Operations which is responsible for the repairs and
maintenance of the runways, and the buildings, and (c)
Bureau of Airport Development which is charged with land
acquisition and development, runway extention, airport




REVIEW OF RELATED LITERATURE
Widespread concern in society about miscommunica¬
tion and lack of ability to communicate has produced an
abundance of books and articles about communications and
the necessity for improvement. This widespread concern
with communication ineffectiveness pervades all major
elements of society, particularly government agencies and
business institutions.
In commenting on the importance of communications,
Phillip V. Lewis, in Organizational Communications, says
that "Communication is the essence of managerial proce¬
dure. It is the focal point of executive action, is
central to the control and survival of organizations and
is a requisite of effective management. If there were
one activity which describes the function of an adminis-
5
trator, it would be communication. Leyton, in the Art
of Communication, says that "effective communication not
only leads to the better presentation of information but
g
is a means of promoting lasting good relations." Noting
5 . . . .
Phillip I. Lewis, Organizational Communications;
The essence of effective Management (2nd. Edition, Grid,
Inc., Ohio 1975), page 118.
g
A. C. Leyton, The Art of Communication (Pitman
Publishing Co. New York 1968), page 28-31.
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that the typical executive or administrator spends the
majority of his time in the communicative process,
Herbert A. Simon, in Administrative Behavior, says that,
"it is obvious that without communication there can be
no organization, for there is no possibility then of the
7
group influencing the behavior of the individual."
Newman's text. Administrative Action, recognizes that
good communication helps the executive in his coordinating
activities. The author presents briefly some relation¬
ships of communication to the span of control and super¬
vision of working groups. He states that one serious
objection to increasing the levels of supervision is that
it tends to make communication up and down between exe¬
cutives more difficult and inaccurate.
In his recent book, the Fundamentals of Top
Management, Ralph C. Davis gives somewhat more prominence
to communication of executives. He pointed out the im¬
portance of communications as a factor in managerial
effectiveness, especially where chains of command are
long and cross-contacts are relied on more to attain speed
and accuracy of communications. He calls attention to
the relationship of communication and decentralization.
Davis also comments on the importance of communications to
morale, and the need for the executive to have a working
^Herbert A. Simon, Administrative Behavior: A
Study of Decision-Making Processes in Administrative
Organization, (3rd. Edition, MacMillan Publishing Co.,
New York, 1976) page 154.
Inc.
12
knowledge of the principles of indoctrination, for educat¬
ing employees and the public with respect to a sound
general philosophy of management.®
Barry Maude in his book. Practical Communication
For Managers, noted in a similiar manner with Herbert A.
Simon in his treatment of informal communication, that
ineffective communication creates in large or small
organizations a battlefield where individuals and cliques
emerge and fight each other for status and power; due to
aggressions, tensions and anxieties that infiltrates
9
every workshop and office.
Goerge T. Vardaman in Effective Communication of
Ideas, describes effective communication as "a purposive
symbolic interchange resulting in workable understanding
and agreement between the sender and receiver."^® He
said that effective communication is purposive because
it is deliberately designed to achieve a conscious end
or objective. Herbert A. Simon, says that, "Communica¬
tion is any process whereby decisional premises are
transmitted from one member of an organization to another"
O
Ralph C. Davis, The Fundamentals of Top Management.
New York: Harper and Brothers, Publishers, 1951, page 825.
Q
^Barry Maude, Practical Communication for Managers
(Logmans group Ltd. London, 1974) page 188.
^^George T. Vardaman, Effective Communication of
Ideas (Reinhold Co., Inc., New York, 1970), page 6-7.
^^Ibid., page 155.
13
Leyton, in the Art of Coinmunication, describes communica¬
tion as "transmitting a message in order to evoke a
discriminating response." To him communication does not
merely mean talking to people, it also means listening to
them, listening being as much an act of communication as
talking. The word "communication" to Leyton, goes beyond
the words "speaking" and writing", to include all the
12
aspects of verbal and unspoken or unwritten communication.
In Administrative Behavior, Simon points out the
role of communication in the influencing of decisions,
particularly as it relates to the role of authority. The
nature and functions of the communications systems,
formal and informal channels of communication, the elements
in an administrative organization which are specialized
for the function of communications, and the role of
training in communication as some of the aspects of communi¬
cations in industry and the government.
Leo 0. Thayre in Administrative Communication, says
that the communication of information is essential to the
existence of any organization. He said that "Most admin¬
istrative communication is designed to serve one or more
of four functions: that of instructing or directing some¬
one, that of evaluating someone or something, and that
of influencing another's thought or behavior.
12^ .Leyton, o£. cit., page i.
13.
“Simon, o£. cit., page 154
14 . . . . , T
Lee O. Thayne, Administrative Communication (Homewood,
Illinois; Richard D. Irvin, Inc., 1961) page 152-154.
14
Identified below are a number of the most common
problems, symptons, and barriers to effective communica¬
tion within the organization.
General Barriers
1. The Problem of Filtering; This means that receivers
have a tendency to hear what they wish to hear in
messages directed toward them. Messages that are
consistent with the receiver's self-image and that
provide useful knowledge may be received and in¬
terpreted carefully.
2. The Problem of Distortion; This is another form of
message misinterpretation. It is the improper assess¬
ment of meanings that may result from misleading
circumstances or conditions. As a message is passed
through a long chain of individuals, the content and
order of the message undergoes a transformation.
3. The Receiver's State of Mind; One of the overall
determining factors of the success of communications
is the state of mind of those involved. If the par¬
ticipants' minds are free of bias, optimistic, and
forward looking, the communication and interpretation
of messages is more likely to be objective and accu¬
rate. If, on the other hand, the mind is anxious,
emotional and pre-dispositioned, communications and




4. Organizational Barriers; Hillip V. Lewis, in
Organizational Communication, says that "specific
difficulties in organizational communications can
occur because of:
(a) The structure and conventional procedures of
the organization.
(b) The physical distance between people in
organizations.
(c) Psychological distance between specialists and
different levels in organizations.
(d) Power, authority, and status relationship of
certain organization members.
(e) Decision as to who does and who does not re¬
ceive a message; that is, message competition."^®
5. Certain Personal Barriers: H. L. Wilensky, in
Organizational Intelligence: Knowledge and Policy
In Government And Industry, says that "there are also
certain personal communication barriers the executive
or the administrator must be aware of if he is to
obtain a deeper understanding of the communication
process." These barriers which he called "semantic
barriers", include:
(a) By-passing - the tendency to ignore the fact
that the same words can mean different things
Jeff C. Harris, Managing People at Work:
Concepts and Cases in Interpersonal Behavior (New York
John Wiley and Sons, Inc., 1976) page 255-257.
^^Lewis, op. cit., page 69-72.
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to different people.
(b) Allness - the tendency to think you know it all
or have said it all about a particular subject.
(c) Evaluative tendencies - the tendency to confuse
facts with personal opinions, engage in either
thinking, or close your mind because of bias
or prejudice.
(d) Blindness - tendency to see one and only one way
of doing something.
(e) Misuse of small talk - tendency to mistake
attempts to be friendly with attempts to
transmit information.^'
17 .
H. L. Wilensky, Organizational Intelligence:
Knowledge and Policy in Government and Industry. (New
York: Harper and Brothers, 1957) page 182.
CHAPTER III
ANALYSIS OF THE PROBLEM
Because of the writer's daily contact with the top
administrators, workers and Mr. Ken Minton, an Adminis¬
trative Assistant III, who is charged with the Airport's
contracts and concessions for five months, it was observed
that there exist an inadequate communication system within
the Atlanta International Airport due to the lack of an
informative communication system. Lee O. Thayne contends
that in order for a communication system to be informative,
the system must be designed to serve one or more of four
broad functions: (1) that of evaluating someone or some¬
thing, and (2) that of influencing another's though or
behavior. In DOA the communication of information is in¬
efficient in providing informative and instructional com¬
munication to employees. The writer has observed top admin¬
istrators delegating authority and giving orders and instruc¬
tions to subordinates which were not clear nor thorough in
giving directions and providing employees with the
necessary information that would facilitate work being
carried out in the most efficient manner. As a result,
it was observed on many occasions, employees spending more
17
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time than needed in carrying out assignments. Futhermore,
it was observed also that the communication system within
DOA failed to carry out the instructive function, because
in many instances it did not communicate or instruct to
top management nor employees what tasks needed to be
completed and/or how to go about completing certain taks.
Futhermore, on several occasions, the writer
noticed management unable to direct and supervise the
work flow within DOA simply because there exists a lack
of exchange of information between them and the employees.
For example, it was observed many times when work
had to be done on a specific runway, employees were only
told to go and repair a broken pitch on the runway,
without being told which runway needed repairing. There
are three runways, thus time would be lost in completing
the work simply because the order was not communicated
as clearly and thoroughly as it should have been at the
outset.
In addition, the lack of instructional information
caused a violation to the principle of authority. When
employees do not get the kind of instructional information
which will communicate to them what to do, how to do it,
and when to do if, this situation can lead to employees
not carrying out their assignments, which in turn, can
adversely affect the principle of authority.
19
A reference to The Functions of the Executive by
Chester I. Barnard may give a better insight to the above
problem. Barnard points out that, "a person can and will
accept a communication as authority only when four conditions
simultaneously obtain:
(a) He can and does understand the communication;
(b) At the time of his decision he believes that
it is not inconsistent with the purpose of
the organization;
(c) At the time of his decision, he believes it
to be compatible with his personal interest
as a whole; and
(d) He is able mentally and physically to comply
with it."18
In other words, it was observed that the line of
authority within DOA was often ineffective because many
employees could not understand the flow and exchange of
specific information throughout the agency. Of equal
importance, it was observed that the line of authority was
violated simply because many employees could not concept¬
ualize how certain decisions were germane to their pre¬
scribed tasks and responsibilities which they were responsi¬
ble for carrying out.
Furthermore, it was observed that communication
within the Agency flows downward as opposed to flowing
upward, downward and throughout the agency. If a communi¬
cation system is to be effective it must not only flow
1 8
Chester I. Barnard, The Functions of the Executive
(Cambridge, Mass.: Harvard University Press, 1942), pp.65-66.
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downward. In other words, communication can not be com¬
municated only by those in top management positions. Both
Simon and Barnard contend that because of the mere fact
the Chief Administrator must rely on information he gets
from his subordinates, it is imperative that communication
not only flow downward but upward as well.
This Agency does not have the kind of communication
system which allows for upward communication. As far as
the writer's experience has been, communication here has
served only the protocol functions. For example, it was
observed here that people only say "good morning" because
it is a habit which has grown with human beings not be¬
cause of good-worker relationships.
As pointed out in the section on review of litera¬
ture, an ineffective communication system in large or
small organizations can create a battelefield where indi¬
viduals fight each other for status and power. It was
observed that because there appears to be a great deal of
distrust, fear and a lack of understanding between the
top administration and its subordinates and among employees
themselves, there exists a status and power struggle within
the Agency. As Edward Hegarty, author of How to Succeed
in Company Politics (1976), says "power games are endemic
in big corporations and higher stakes, but politics affects
small firms too." "In themselves office rivalries are not
necessarily bad. Competition can make people and organi-
21
zations more productive. But political game playing turns
1 Q
destructive when the contenders resort to dirty tricks."^
This statement typifies the most common politicking in
this Agency.
For example, it was observed at one time during the
writer's internship that he was in the midst of office
politics. The writer was working with a supervisor who
wanted him to eat, go out, and talk with him and only him.
But there were other employees besides the aforementioned
supervisor whom the writer would have preferred to fraternize
with in the office and during lunch periods. This experience
resulted in the writer's supervisor not giving or showing
him some important contracts and concessions because of
the fear that others were trying to ursurp his authority.
1 Q
Caroline Donnelly, Warding Off The Office Politician
MoneyDecember 1976, page 72.
CHAPTER IV
SUMMARY AND CONCLUSION
This study has dealt with the problems of communi¬
cation within the Department of Aviation at the Atlanta
International Airport. In summary: the writer has
attempted to identify and analyze what effects an inade¬
quate communication system has on the daily operations
within the Department of Aviation (DOA). To answer this
salient question, both primary and secondary data were
utilized.
Right from the first week as an intern with the
Department of Aviation at the Atlanta International
Airport, the writer began to notice that the communication
system at this agency as being a pronounced problem; and
as a result, the writer developed a keen interest in this
problem and decided to select it as the topic for the
degree research project.
One of the causes of the problem of an inadequate
communication system within this agency was the fact that
the communication of information is inefficient in provid¬
ing informative and instructional information to employees.
As a result, employees spend more time than needed in
22
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carrying out assignments. Furthermore, it was observed
that communication within this agency flows downward as
opposed to flowing upward, serving only the protocol
functions.
Another observation which has resulted from this
inquiry was that office politics has become the order
of the day within this Agency. This is caused by lack
of proper communication and has resulted in distrust,
fear and lack of understanding between the top adminis¬
tration and its subordinates and among employees them¬
selves .
If communication is to be effective and be a
tool for proper management and coordination, a proper
communication climate must be created. This must first
be established at the top management level, from which
it will radiate downward throughout the entire agency.
To sustain this climate, administration must be employee




To elucidate again on Chester I. Barnard's point
that, "the first executive function is to develop and
maintain a system of communication." If this is true,
then the analysis and findings of my study clearly in¬
dicates that many administrators at DOA have failed and
are failing to carry out this vital role. Therefore,
the writer's proposed solutions and recommendations are
the following:
1. An inadequate communication system with DOA
has resulted in a lack of the dissemination of both
instructional and informative information
between superiors and subordinates; thus, the
recommendation is: that management (adminis¬
trators and first line supervisors) should
give orders and directions which are clear
and thorough to the subordinates.
2. An inadequate communication system within DOA
has resulted in communication flowing downward
as opposed to flowing upward and downward, and
throughout the agency. This situation clearly
24
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shows that there is not an open communication
system wherein employees are given a greater
role to participate in planning and organizing
task assignments; thus, the recommendations are:
(a) that DOA should institute and practice a
participative management philosophy. Presumably,
this style of management opens communication
channels and allows employees, on all levels of
an organization, to have a greater involvement
in achieving departmental goals and satisfying
personal needs; and (b) DOA should implement a
participative management philosophy by using
the managerial process of "management by
objectives." This process involves both manage¬
ment and employees jointly coming together to
identify common goals and objectives which
should be accomplished. Hopefully, this process
would create a two-way communication between
management and supervisors.
3. An inadequate communication system within DOA
has resulted in an enormous amount of "office
politics." That is, there exist an enormous
amount of distrust and fear between management
and employees and among employees; thus, the
recommendation is: that DOA should establish
inter-departmental and inter-office meetings
26
and discussions for employees on all levels of
the department.
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